This explorative study aims at finding the effects of organisational restructuring on older workers' well-being. A cross-sectional survey was conducted in companies in the Catalonia region in Spain, which have implemented restructuring prior to the study. The sample consists of 89 respondents, 46 of which are 50 years and older (26 males, 20 females) and 43 are younger than 50 (19 males and 24 females).
Introduction
The issue of restructuring is featuring the transitions of the European economies over the last decades and is even more important in the current economic scenario. Work organizations of today operate in much more dynamic environment and are forced to apply changes and to restructure themselves in order to keep up with it and remain competitive. While restructuring has become a daily practice in both the private and public sectors, too often it is undertaken without minimizing the waste of human capacities and resources (Investing in…, 2010) , nor considering their effects on employees, organizations and communities.
Restructuring may take different forms, but what distinguishes restructuring from peripheral alterations to a business is that they affect at least a whole organizational sector or an entire organization and have more far-reaching effects on companies and work organization (Kieselbach et al., 2010) . The examples of restructuring or organizational change are closure, downsizing, outsourcing, offshoring, subcontracting, mergers, delocalization, internal job mobility or other complex internal reorganizations, but also application of new technologies and processes, different approach to work, new management techniques (such as justin-time management), change in the types of qualifications and duties required, task ambiguity, increased demand for individual or collective performance, flexibility (temporary workers, payrolling, etc.) and/or workload (Ibid.).
A growing body of international evidence indicates that organizational restructuring has profound adverse effects on individual and organizational well-being. For an individual change means that (s)he has to give up the routine environment that provides a certain level of security and safety, to adapt to new roles that cannot yet be fully comprehended, and is confronted with an uncertain future (Ibid.). It may lead to lower levels of safety, health and wellbeing, sickness absence, stress, fatigue, etc. not only for those who were affected directly by losing their job, as in the most acute form of restructuring -closure or downsizing, but also for those who remain in their organization and have to adapt to new circumstances, while their job prospects may too remain uncertain. This in turn may alter such manifestations of organizational well-being as more negative organizational climate or turnover intention.
In addition to direct health and well-being effects, restructuring is associated with considerable problems in terms of compliance with occupational health and safety legislation and workers' compensation/social security systems. All these changes hit the most vulnerable population groups, including the older workers, particularly hard, in a context where also the quality of working conditions is decreasing in many countries (Rattling…, 2008) . At the same time, demographic changes, such as the steadily ageing populations across Europe and the ageing workforce increase importance of prolongation of the active life and fostering active citizenship, social cohesion, lifelong learning and quality of work, and thus put well-being of elder workers into spotlight.
Economic uncertainty, job insecurity, the increase of technological and structural changes in organizations, role overload and role ambiguity lead to expectation that older people are not only expected to experience higher level of stress than their younger colleagues, but also to respond more negatively to the stressors they experience. It is assumed that older employees are less mobile, less amenable to changes and have less capacity to relearn, in addition to simple depletion of energy.
Yet, elder workers (commonly and hereafter in this paper referred to as those over 50 years of age) have long been regarded by both employers and the state as a reserved army of labour, brought into and forced out of the labour market as economic conditions require (cf. Flynn, 2010b) . As Flynn (2010b) notes, this places them in a precarious position, relative to their younger colleagues during both organisational and economic restructurings. Blossfeld et al. (2006; cited from Flynn, 2010b) noted that organisational restructuring can have a particularly strong impact on older workers, who find it difficult to adapt to technological change.
Furthermore, older workers are concentrated in traditional industries and therefore adversely impacted in shifts toward service based economies (c.f. Ibid.).
The state of affairs in Spain is no exception. Due to the fact that hitherto both Spanish industry confederation and most representative labour unions continued to encourage and sponsor early retirement as the most suitable measure for adaptations of stuff emerging from restructurings and as an instrument to prevent young people unemployment, it is not surprising that the labour activity level is much lower among the elder employees: among those between 55 and 64 years old it was 43.1% in 2005, compared to 63.3% in total (Eurostat). Recently it has increased, but still is below 50% indicating a wide gap when compared to 70-80% in the Northern European countries, Japan and the US. The activity level of those older than 65 years is minimal: 4%. At the same time, during the last 30 years the period of stay in retirement has doubled (from 11 to 20 years) (El trabajo más allá…, 2006). Data of the Survey on Health, Ageing and Retirement in Europe shows that 67% of Spaniards aged 50-59 express their wish to retire as soon as possible (compared to 60% in Italy, 57% in France, 43% in Sweden and Germany and 31% in the Netherlands (SHARE, 2004; cf. Ibid, p. 5) . Older workers are encouraged to switch from activity to retirement by means of public unemployment aid, and compensations are given to companies that in the process of restructuring in various sectors have allowed expelling all more than 50 years old from the labour market. An implicit imposition for cessation of work was actually created (Ibid.). Not surprisingly, the percentage of enterprises that have developed strategies for maintaining older employees after they reach the retirement age or to recruit new older employees is the lowest in Spain, as a European survey has shown (Recio, 2007) . This is in addition to the fact that unemployment in Spain is already the highest in Europe, corresponding to 21.2% in August 2011 (Unemployment statistics…, 2011).
Furthermore, labour market mobility of those over 50 is very low. An older worker is a prisoner of his/her workplace, since he/she cannot proceed to another one when being close to retirement. The transitions from inactivity and unemployment to employment are very scarce (in the OECD countries it is less than 5%). Even before current economic crisis the alternatives to employment are unemployment (1/3), retirement (1/3), illness or disability (15%), and others like family work, personal affairs etc. (15%; El trabajo más allá…, 2006).
There are also some peculiarities in the social perception of elder employees in Spain. Spanish society perceives those older than 50 as carrying certain stereotypes. In terms of employment, it is believed that older workers enjoy stability and protection so demanded by the young ones: fixed full time contracts versus temporary contracts, well defined economic benefits versus mobility and flexibility, acquired professional level and various rights versus uncertain and nomadic trajectories (La Prolongación…, 2007) . In view of the fact that it used to be practically prohibited to fire an older person, which blocked the access for the young ones, and elder workers always have occupied best and well-protected places in the labour market, these perceptions on part of the society remain and are difficult to change. Only recently the signs of breaking this situation have emerged, such as separating labour inclusion and success from the age and continuous tenure in organizations (Ibid.).
Another aspect of the social image of elder workers is presenting them as opportunists and individualists, more preoccupied with their future pension than with the present activity. Their attitudes and behaviour represent adjusting themselves for improving payments, choosing the right moment to leave or obtain additional advantages. The work itself would be transferred to the second order.
Connecting age and inactivity in retirement so closely also lead to confusion of age with incapacity for work, and further, with incompetence for work. (Ibid.) There are as well situational factors specific to Spain that can affect older employees, such as less experience with changing working organizations, extension of retirement age, freezing of pensions as well as the lowest level of vocational training of elders in Spain when compared to other European countries.
In the context of the changes in the pensions system according to the new law on retirement in Spain (in power in 2013), the issue of prolongation of the active life becomes acutely topical and important both from the elder workers' perspective as well as that of working organizations. The employers' view on elder workers and retaining them in organization, including providing sufficient levels of communication, participation and job control, and the effectiveness of vocational training from the elder workers perspective are other no less important factors in these processes.
However, the percentage of enterprises that have developed strategies for maintaining older employees after they reach the retirement age or to recruit new older employees is the lowest in Spain, as a European survey has shown (Recio, 2007 ). Yet, it is estimated that by 2020 there will be 40,6 million inhabitants in Spain, out of which 16,5% will be more than 65 years old (in 1990 this number was 3% lower). Given that the active population will consist of 11-12 millions by this time, there will be less than two taxpayers for each retired person (in 1990 there were 5 taxpayers for each retired) (Los cambios demográficos, 2010).
European social policy, which is reflected in the European framework agreement on work-related stress, with special regard to vulnerable workers (EU Commission, 2007) promotes the rehabilitation and reintegration of workers excluded from the workplace, the integration of older workers into the labour market, the identification of new risks, the development of mental health and well being. Thus, handling the issue of prolongation of the active life is indispensable. And yet the implementation of these policy initiatives has been patchy, both in terms of their coverage and effectiveness. One serious area of neglect has been the failure to focus on the legislative obligations of employers to safeguard the health and wellbeing of their workers when undergoing restructuring or downsizing. Along these lines, there is a need to identify best practices, draw research and policy attention on stress and well-being of older workers undergoing restructuring processes.
The present paper aims at examining the effect of organisational restructuring on older workers' well-being.
Job insecurity and Well-being: Age, Gender and Position Factors
When studying the impact of workplace restructuring on older workers' health and well-being it is important to consider that it is not the workplace restructuring itself that has a direct impact on health and well-being, but rather the associated impact on work orientation (Flynn, 2010b) . The major factor of organisational restructuring under focus is job insecurity -the perception of a potential threat to the continuity in current job (Heaney et al., 1994) . Hence, job insecurity as perceptual phenomenon is subjective and may imply different perceptions of the same 'objective' situation. It involves uncertainty about the future versus 'certainty of dismissal' and it is involuntary by reflecting the discrepancy between experience and preferences (De Witte, 2010) .
Whereas there are different conceptualizations of job insecurity, including those focusing on cognitive and/or emotional aspects, researchers agree that job insecurity is a multidimensional concept, which, in addition to the threat of job loss encompasses such factors as threats to various job features, for example, an employee's position within an organization or career opportunities (Hellgren et al., 1999; Kieselbach et al., 2010) . For example, De Witte (2010) argues that job insecurity can be quantitative or qualitative: on the one hand, the concern about the continued existence of the job 'as such' (global, overall concern), which may lead to dismissal, is considered as quantitative; on the other hand, the concern about the continued existence of the valued job features, which may bring about lower pay, new colleagues, or higher workload, is regarded as qualitative.
While he concurs that quantitative and qualitative job insecurity are both detrimental independently of each other, De Witte (2010) further asserts that quantitative job insecurity is one of the most important job stressors, though not the most important, and it is as problematic for well-being as short term unemployment and spills over to life outside 'work', after controlling for work related consequences.
Alternatively, for capturing the impact of job insecurity on workers Flynn (2010b) summarized and analyzed three models: (1) the job loss model, which deals with the real or perceived loss of intrinsic and extrinsic benefits from work; (2) the job demand model, which measures the balance between workers' psychosocial expenditure in work relative to its benefits (alternatively referred to as the effortreward imbalance model; (3) the job control strain model, which measures the degree, to which workers feel in control of their working conditions. In Kieselbach et al.'s (2010) approach the job loss model is replaced with effort-reward imbalance model, while they differentiate effort-reward imbalance model and job demand model. Flynn (2010b) emphasized that the three models are not mutually exclusive, and manifestations of one type of job insecurity would likely also reflect another.
Besides the overall unstable economic situation that affects workers and their families, job insecurity reduces well-being of employees (Ferrie et al., 2001; Hellgren and Sverke, 2003; Lim, 1996; Osthus, 2007; Pelfrene et al., 2003; Probst, 2003; Virtanen et al., 2003 Virtanen et al., , 2005 . Moreover, the detrimental effects may already occur well before the actual restructuring or change. The mere announcement that jobs might be lost in the near future in itself induces anxiety and psychological distress (Ferrie et al., 1998; Virtanen et al., 2002) . In their longitudinal study Dekker and Schaufeli (1995) suggested that the impact on mental health is cumulative: while the initial shock of a workplace restructuring can have an immediate impact on workers' health, more long term consequences can result in withdrawal from work and burnout. This further affects organizational attitudes, such as commitment to the company, intention to quit, attractiveness of the company as employer (Ashford et al., 1989; Kalimo et al., 2003; Roskies et al., 1993) and job performance (Armstrong-Stassen, 2004; Brockner et al., 1992; Probst, 2002) . For organisations, job insecurity is a stressor, affecting organisational attitudes, organisational commitment, commitment to team member, trust in management, performance and organisational citizenship behaviours, causing such counterproductive behaviours as turnover intention, absenteeism, presenteeism and bullying/mobbing at work (cf. De Witte, 2010) .
Previous research has also found that there are different effects of job insecurity perceived by employees before restructuring and by 'survivors' after the restructuring. For 'victims' (dismissed), these are psychological distress, depression and anxiety (Bardasi and Francesconi, 2004; Kivimäki et al., 2001 ), psychosomatic diseases (e.g. cardiovascular, Weber and Lehnert, 1997) , which can even trigger suicidal behaviour (Investing…, 2010: 4) , deterioration of health behaviours (increased drug use, poor diet, physical inactivity and poorer quality of sleep; Kivimäki et al., 2007) , which can impact on worker's long-term health; lack of self-esteem and feelings of stigmatization, which in their turn cause social withdrawal (Murphy and Athanasou, 1999) . These effects may remain even after the reemployment (Mathers and Schofield 1998) , especially if the job did not live up to expectations or qualifications.
The 'survivors', in their turn, may experience 'layoff survivor sickness' (Noer, 1997) : feelings of guilt, continued uncertainty, lower levels of self-efficacy and lack of social support. Employees in a post-restructuring context may be wary about the future direction of the organization and experience a decrease in trust (Lee and Teo, 2005) . While it may be proposed that workplace 'survivors' would report higher levels of job satisfaction than 'victims' in general (Flynn, 2010b) , the level of psychosocial risk determines their health situation to a considerable extent (Bohle et al., 2001; De Lange et al., 2004) . They often find that their job has been profoundly modified, and increasingly experience role ambiguity (Tombaugh and White, 1990; Kivimäki et al., 2001) . They may also feel threatened regarding their position (Kieselbach et al, 2010) . As consequences for individual well-being, De Witte (2010) distinguishes between work-related: burnout, need for recovery, job dissatisfaction, lower work engagement; broader well-being: mental health, happiness, anxiety & depression, life dissatisfaction; and somatic health: impaired general (somatic) health, psychosomatic complaints, use of medical services, consulting a family physician. Long-lasting health implications after organizational change were found by Burke and Greenglass (1999 , 2000a , 2000b ), Hansson et al. (2008) , Hertting and Theorell (2002) , Kinnunen et al. (2000) and Vahtera et al. (2004) . The impact on health may be accompanied by long-term sickness absence, use of psychotropic drugs, increased nicotine and alcohol consumption, emotional exhaustion, as well as increase in occupational accidents (Dolan, Belout and Balkin, 2000; Frone, 2008; Vahtera et al., 1997) .
While the effects of job insecurity on individual well-being may be stronger for the dismissed, studying the effect of restructuring in organizations is limited to the nondismissed employees. It has also been posited that those staying behind are real victims, compared to those who have been laid off (Burke, 2003) .The following propositions were made with regard to this group, i.e. 'survivors'. Burchell et al. (2001) concluded that job insecurity is felt most prominently by the youngest and oldest members of the labour market. This finding is confirmed by the European Social Survey (ESS) data, which shows that feeling of job insecurity is U-shaped with high levels of concern amongst the younger and older populations (Flynn, 2010b) . This is manifested in workplace stress, overall fatigue, sleeping problems, anxiety, irritability and depression (Ibid.). Moreover, it was noted that perceptions of job insecurity may increase gradually over time (Ibid.).
Proposition 1: Job insecurity, and thereof, organizational restructuring and changes reduce employees' well-being
This would suggest that the threat of job loss rises as people approach retirement age. Such stress is most likely accelerated by the lack of re-employment prospects. Flynn (2010b) refer to a collective study of job transition patterns, which found that while people under 60 were most likely to make transitions for career related reasons, by the age of 60 transitions were more likely to occur for redundancy rather than career promotion. On the other hand, there is some evidence to demonstrate that past experience with job loss can have a lingering impact on workers, even where they subsequently find re-employment (Ibid.).
Pérez and Nogareda (2008) have identified several reasons for the high job insecurity level among elder employees during and after organizational restructuring: fear of unknown, lack of information, disinformation, historical factors, threat of status (change), threat of power (change), non-perceived benefits, low level of trust in organizational climate, poor relationships, fear of failure, resistance to experiment, differences between the present situation and the perceived future situation. They also listed specific problems of change for elder workers: perception of threat, especially when compared with younger workers, who have better outlooks for promotion and career development; cognitive effort for training, especially when after the period of training elders are left in the new situation by themselves. This leads to higher anxiety and potentially to more errors and incidents, questioning of one's own capacities, because experience, knowledge and skills valid before change may have become obsolete, fear of failure, loss of control over the job: elders consider new information means of production as too abstract, they have problems with understanding the system of machine functioning, its logics, how it manages the information, how and where it stores the information, they think its processes are too rigid, therefore they are more dependent on colleague (Ibid.). Gallo et al. (2006) suggested that proximity to retirement increases the probability that job loss would lead to depression.
Elder workers may not expect positive consequences of change for their professional careers, which result in low motivation for making efforts necessary for learning and adapting to the new methods and techniques of work. The change is to a large extent perceived as very negative or somewhat negative personal impact (Pérez and Nogareda, 2008) . On the other hand, age can represent an advantage for many labour activities and not with all types of work elders experience decay. Experiences accumulated with the age make it easier to develop particular and effective strategies and styles of work adapted to specific circumstances of the activities (e.g. Warr, 1993) .
Based on the above, the second proposition was formulated as follows:
Proposition 2: Age reinforces the negative effect of job insecurity on employees' well-being It was implied in previous studies that women are more likely to suffer workplace stress than men (Flynn, 2010b) . It has also been noted that women are more likely to be in high demand/low output jobs, which in turn offer fewer buffers to job insecurity (Ibid.). Costa and Sartori (2007) note that women on average see a decline in their Workability Index from the age of 35, ten years earlier than men, owing to dual home and work responsibilities. Further, Rosenblatt et al. (1999) suggested that men were more concerned with the loss of financial security, while women were concerned with the loss of more intrinsic benefits of work.
Proposition 3: Gender (male) mitigates the effect of job insecurity on employees' well-being
Position and job status have also been referred to as intervening factors. In many studies the often overlooked socially vulnerable group is middle managers, who are responsible for implementing organizational changes. Some studies (Cheng et al., 2005; Rosenblatt et al., 1999) suggest employees in managerial positions are more likely to feel the insecurity associated with potential job loss. D'Souza et al. (2005) found that high job strain was more likely to be associated with depression for high status workers than for lower status ones. Sparks et al. (2001) noted that managers who would be assumed to be most in control of their work context experienced job insecurity and loss of morale as a result. There is, however, also a strong evidence to suggest that older workers with qualifications for example, have higher levels of job control and job satisfaction than those who do not (Flynn, 2010b ).
Proposition 4: Position (manager) reinforces the negative effect of job insecurity on employees' well-being
Besides individual characteristics, propensity to avoid change, need for status, past experiences, and perceptions Pérez and Nogareda (2008) suggested that the effects of job insecurity on individual well-being are also determined by organizational factors, such as inadequate or insufficient information, lack of participation, and content of the change (loss of something valuable, difference between the current situation and the future situation, etc.). In addition to elder workers' vulnerability, strong evidence exists of the prevalence of age discrimination, barriers to re-employment and negative attitudes from management, which would each reinforce feelings of job insecurity (Flynn, 2010b) .
Social support, in particular supervisory support, plays a role in creating a sense of justice and acceptance of restructuring (Bouthilette et al. 2001) . Employees, who experience a supportive relationship with their supervisor perceive that restructuring has been implemented in a positive manner, appraise the event as being high in its potential for control, indicate high levels of self-efficacy, rely on active coping, and exhibit high levels of adjustment to the organizational change (Lim, 1996; Terry and Jimmieson, 2003) . Also a good team climate during restructuring has been found to lead to greater trust and job satisfaction (Lee and Teo, 2005; Burke, 2000a, 2000b) . Thus, organizational factors play an important role in the perception of job insecurity and the final proposition is set as follows.
Proposition 5: Organizational factors, such as supervisory and coworkers' support mitigate the effect of job insecurity on employees' well-being
For testing these propositions, we conducted an explorative study among Spanish employees in Catalonia region.
Design, sample and procedures
A cross-sectional survey method was applied. The questionnaire consisted of the list of specific types of restructuring or organizational changes, and the respondents were asked whether they have experienced them. There were 19 items and multiple answers were possible. Next the respondents marked, which consequences of these changes they have had, such as a change in work tasks, change of the superior, move to new work team etc. (also yes/no questions), and estimated the perception of the implementation of changes by management (9 items), coworkers' behaviour after the changes (5 items) and coworkers' general support (3 items) on a five-point Likert scale from 'very poorly' to 'very well'. The final block of questions dealt with employees' levels of burnout, anxiety and depression, which are indicators of individual's well-being. Burnout was measured by the Shirom-Melamed Burnout Measure (SMBM: Shirom & Melamed, 2006) and it includes three dimensions: physical fatigue (4 items), emotional exhaustion (4 items), and cognitive weariness (4 items). Scales developed by Arsenault & Dolan (1983) were used for measuring anxiety (4 items) and depression (4 items).
We targeted employees working in enterprises in Catalonia region in Spain, which have undergone organizational restructuring and/or changes prior to the study.
The questionnaire was distributed both on paper and online by local trade unions representatives in the summer of 2010 directly to the employees, which resulted in a high response rate -about 85%. Anonymity was thus guaranteed at the level of the enterprise, and trade union workers collected back the paper-filled questionnaires. The final sample consists of 89 respondents, 46 of which are 50 years old and older (26 males, 20 females) and 43 are younger than 50 (19 males and 24 females). As the objective of the paper is to find the effects of organisational restructuring on older workers' well-being, besides estimating the general effects on all employees we compared these two age groups whenever the sample size and the type of analysis permitted so.
The self-reported position distribution in these sub-samples is shown in Figure 1 . Figure 1 . The position distribution of the sample by age groups
Findings

Experienced changes and restructuring and their manifestations for employees
The most frequent restructuring or organizational change types were one-time layoffs, followed by employment of staff on a fix-term basis, changes in the hierarchical structure of the enterprise, changes in management system, restructuring of core production or service systems, production cut-offs, combining or separating units or divisions, outsourcing of work, offshoring/delocalization of the office, systematic layoffs, and initiatives related to the enterprise's stated mission or values (see Figure 2) . Between 32% and 47% of the respondents reported having experienced these changes, while about 42% to 55% reported that they have not. The series of regression analyses reported hereafter in Tables 6-10 revealed that besides being the most frequent type of organizational change among the quantitative job insecurity indicators one-time layoffs were also the only type of change that had significant direct effect on burnout and depression level. They also had the highest frequencies of specific consequences for employees: for instance, about half of those respondents who experienced one-time layoffs (representing 77.5% of the sample, N=69) also reported change in work tasks and this ratio is the same in the two age groups (see Table 1 ).
Position in the company's hierarchy has changed only to very few of elder workers (chi-square 8.13, df=3, p<.05), and their overall level of responsibility has increased less than for younger workers (chi-square 7.25, df=3, p<.05 ). Yet, the monthly income has not changed for about 80% of both groups' respondents.
The changes in organizations did not result in changes in employment contracts, number of working hours for most respondents from both groups; neither have yes no they moved into a new work team or received additional people reporting to them (which is logical considering the position composition in the samples). However, about 30-40% in both groups reported changes in work tasks, and superior has changed both nominally and proportionally more for majority of elder employees (chi-square 6.74, df=1, p<.01). The same result was found with regard to those who reported a change of superior (in this case the ratio is bigger among elder employees): Notes: the numbers present significant Spearman correlation coefficients between variables in the whole sample; the first number in parenthesis presents the Spearman's r among younger employees and the second number in parenthesis presents the correlation index among elder employees; ns -non-significant; * p < .05; ** p < .01; *** p < .001.
The role of organizational support: the supervisor's and co-workers' role and performance before and during changes or restructuring
When compared by the responses to single questionnaire items, elder and younger employees did not differ with regard to evaluating the role or ability of supervisor in sharing information, employee involvement, providing support, solving problems, yet elders were more negative in judging supervisor's career advice and support (chi-square 11.04, df=5, p<.05). Both groups were rather negative with regard to implementation of reskilling training and supervisor's neutrality of individual preferences.
No differences appeared in co-workers assistance and support, co-workers' support of the change process itself, embracing the changes and solving problems emerging during the change process, which were estimated rather positive by both
groups. Yet, older workers estimated more positively co-workers' sharing of new responsibilities (chi-square 10.6, df=5, p<.05). Involvement of occupational safety organization, local trade union, occupational health care professionals and respondents' own workgroup were also estimated very similarly and rather positively across two groups. The perception of human resources personnel support is also similar, but distributed more evenly between negative and positive estimations.
While both groups estimated organizational climate during and after changes, similarly perceiving that they are being appreciated by their co-workers, younger workers felt to a larger extent that they can ask for help from their co-workers (chisquare 11.15, df=4, p<.05), or counting on them when things become more difficult in their work. Still, both groups perceive being well-informed about the decisions made at work that affect them as rather negative, but similarly the presence of stereotypes or prejudices with regard to elder employees in their organizations and being able to participate in the decision process when changes are made that directly affect their work.
Next the items measuring supervisor's implementation of the change, co-workers' handling the change, and general co-workers' support were aggregated into according scales and their reliabilities were tested. As reliabilities were sufficiently high (see Table 5 ), the mean estimations were calculated for each of the scales and used in the further analysis. The Spearman correlation analysis showed that there are differences in the interrelationships between changes in work organization as a result of restructuring and perceived organizational support and the only well-being outcome, anxiety, across younger and elder employees (Table 4) . For instance, change in work tasks is negatively correlated with the perception of the respondents of how their co-workers have tackled the change and co-workers' general support, and positively correlated with the anxiety significantly only among younger employees. Notes: the numbers present significant Spearman correlation coefficients between variables in the whole sample; the first number in parenthesis presents the Spearman's r among younger employees and the second number in parenthesis presents the correlation index among elder employees; ns -non-significant; * p < .05; ** p < .01; *** p < .001.
In general, the ANOVA analysis shows taht elder employees perceived supervisor's implementation of the change (M=3.4) lower than their younger counterparts (M=3.8, F=3.6, df=86, p=.06), whereas their anxiety level (M=0.61) was higher than that of younger employees (M=0.43, F=4.1, df=84, p≤.05).
Other age-related differences in the interrelations of these variables:
1) supervisor's implementation of the change, co-workers' handling of the change and general co-workers support are perceived as highly interconnected by younger employees, but not elder employees;
2) perception of supervisor's implementation of the change, co-workers'
handling of the change and general co-workers' support is negatively correlated with burnout, anxiety and depression of the employees;
3) supervisor's implementation of the change is negatively related to burnout, especially emotional burnout among younger employees, but not among elder employees; 4) same connection is found with regard to depression; 5) supervisor's implementation of the change is negatively related with both physical burnout and anxiety in the whole sample, but not in the age subsamples separately; 6) co-workers' handling of the change is related negatively with physical burnout among elder employees and this relation also drives the similar, though weaker relation in the whole sample; 7) co-workers' handling of the change is also related negatively with anxiety, but on the contrary, it is the correlation in the younger employees subsample that drives it for the whole sample; 8) co-workers' general support is highly positively correlated with co-workers'
handling of the change and negatively correlated with anxiety only among the younger employees, while negatively related to physical burnout only among elder employees; 9) among younger employees co-workers' general support is negatively correlated with emotional burnout and anxiety, and with depression in both subsamples; 10) cognitive burnout is not related to supervisor's implementation of the change, co-workers' handling of the change or general co-workers' support; 11) physical burnout is more salient among elder employees, in particular in combination with the perception of co-workers' handling of the change; 12) emotional burnout is more salient among younger employees in combination with both supervisor's implementation of the change, perception of co-workers' handling of the change and their general support; 13) anxiety is also more salient among younger employees, in combination with the perception of co-workers' handling of the change and their general support.
Direct effects of restructuring on burnout, anxiety and depression levels
For identifying, which types of restructuring have a direct effect on employees'
well-being measured in this study by burnout, anxiety and depression levels, we performed a stepwise regression analysis. Restructuring types were entered first (reflected in Model 1 in the Tables 6-11), followed by such control variables as age, gender and position in organization in the second step (Model 2), and organizational support indicators in the third step (Model 3).
For burnout, the results indicate that there are significant effects only of one-time layoffs and initiatives related to the enterprise's stated mission or values. However, the effect is negative for the former and positive for the latter. Thus, Proposition 1 is confirmed only partially. Among the control variables only position also had an effect: being a manager reduced the burnout, which contradicts our Proposition 4.
Gender or belonging to elder or younger employees group did not have a direct effect on burnout. However, for finding possible different patterns of these effects in the two age groups, the analysis was performed in the age group subsamples separately, what showed different patterns in these relationships.
Coworkers' handling of the change was the only organizational support variable with significant effect in burnout: the more positively it was perceived, the lower was the level of burnout. However, the effect patterns differed in the two age groups, resulting in other restructuring types and organizational support that are important predictors of burnout. For younger employees, supervisor's implementation of the change is an important determinant of lower burnout. The same way they perceive significant change in product or service focus, while for elder employees this effect has the managerial position, whereas staff employed on a fix-term basis increases their burnout level. In order to check whether restructuring has different effects when burnout is broken down to its three main components -physical, emotional and cognitive burnout -we repeated the analysis accordingly. Indeed, the role of different types of restructuring slightly changes both in the whole sample and in two subsamples, except for one-time layoffs, which remain an important predictor when the a whole sample is considered. Similar, yet slightly different patterns were discovered with regard to depression and anxiety (see Tables 10 and 11 ). 
Indirect effects of restructuring on well-being, mitigated by organizational support variables
According to Proposition 5, the effects of restructuring may be moderated or mediated by organizational support variables. Next, the mediation effects of organizational support were tested with the PROCESS macro for SPSS developed by Hayes (2012) in the whole sample. While the direct effects found by regression analysis were confirmed and detailed by this software, the indirect effect of onetime layoffs mediated by organizational support variables, or the total mediation models were not significant (Figure 3) . Therefore, our Propositions 2, 3, 4 and 5
are rejected based on this data.
PROCESS includes control variables as independent variables into the analysis.
Therefore, only direct effects of age, gender and position could be identified. The analysis confirmed the negative effect of holding a managerial position with subordinates on the level of burnout, and also showed its contribution into the higher estimates of co-workers' handling of the change and their general support.
Being in a position of a worker or a specialist without subordinates, in their turn, reduced the evaluations of change implementation by one's supervisor, as did belonging to the elder employee group, though to a less extent. On the contrary, being a male contributed to the higher perceptions of change implementation.
Both the direct and indirect effects of initiatives related to the enterprise's stated mission or values on burnout were also insignificant, yet this predictor had a significant effect on the perception of supervisor's implementation of the change (added to the Figure 3 in blue color; the other effects for this model were alike). This effect is so strong that it is not as much influenced by managerial and coworkers' support, as expected and as literature suggests. In this data set social support does not play a substantial mitigating role in the impact of the layoffs, besides some modest contributions at certain levels. Yet, these support variables are themselves adversely linked with employees' well-being: the higher is the perceived support, the lower are burnout, especially emotional and physical burnout, as well as depression and anxiety levels. Coworkers' handling of the change was the only organizational support variable, which directly reduced the There are also differences in these links between younger and elder age groups.
Supervisor's implementation of the change, co-workers' handling of the change and general co-workers support are perceived as highly interconnected by younger employees, but not elder employees. Co-workers' general support is highly positively correlated with co-workers' handling of the change and negatively correlated with anxiety only among the younger employees, while negatively related to physical burnout only among elder employees. This implies the importance of studying these patterns separately across age groups, especially if one is interested in their manifestations in a certain age group in particular. Elder employees may value different sources of social support differently, whereas for their younger counterparts one social support source may compensate the lack of another.
The study showed that it is also important to pay closer attention to the way how changes are implemented. Elder employees tend to perceive it more negatively than their younger counterparts, which may be reflected in their higher anxiety level. It has also been suggested that older workers may have adopted coping mechanisms, which reduce the impact (or at least the appearance of impact) of workplace stress on well-being (Hansson et al, 2001 ). Such coping mechanisms may include setting realistic goals and calibrating stressful situations against previous experiences (Ibid.). Flynn (2010b) refers to another study, which proposes that older workers may hide job deficits such as training needs for fear of being "caught out" in the workplace. Such a phenomenon could also occur in relation to feelings of job insecurity, with older and more vulnerable workers not willing to voice concern over job threats. Hansson et al. (2001) note that elder workers' coping strategies could result in some becoming overwhelmed, as problems at work remain unarticulated and unrectified.
Being a male, on the contrary, has a positive effect on the perception of change implementation by one's supervisor. This finding is in line with the previous research, which gives a ground for looking into the gender-related well-being prerequisites, according to which women may experience more difficulties with regard to job insecurity. Another factor is the perception and self-perception of female employees as 'old', when employers tend to perceive them old at an earlier age than they perceive men (Duncan and Loretto, 2004) .
However, being a manager seems to be a softening factor in times of changes.
While its effect does not contribute to the role of organizational support, it directly reduces employees' burnout, depression and anxiety level. Often holding a managerial position means higher levels of job control, which leads to a higher job satisfaction, and it is manifested among employees of all ages, including elders Layoffs also had the highest frequencies of specific consequences for employees: change in work tasks. This factor plays an important role in both perception of organizational support and individual well-being, in particular, depression level.
The limitation of the study presented in this paper is little usability of the binary data on these consequences in the statistical analysis. The future research should have a closer look at these consequences and apply proper measures for their estimation.
The additional questions include in the questionnaire in this explorative survey also showed that notwithstanding the hitherto advantageous position on the labour market, elder employees are not happy with the way they are treated in organizations and tend to be concerned about the future. While they consider organizational restructuring and changes as having a high importance, they perceive and react to them in rather negative way. They worry about often perceived little use of their experience and skills, but are reluctant to professional training and acquisition of new skills. Knowing that finding a job as good as their current one is difficult they apparently get less career advice form their supervisor, while thinking that it will be easy for their employer to replace them if they left.
Elder persons estimate supervisor's role in implementing changes differently from the younger employees, and their co-workers' role as more positive, but don't feel they can or maybe should ask for help from their colleagues. Elders tend to have higher level of anxiety than their younger colleagues and certain factors out of the mentioned above appear to be related to the levels of burnout and depression among elder employees. These and the impact of companies' changes on elder employees' deserve a deeper examination. In
Appendix 1 we propose a conceptual model for future research.
Other implications for managers can be outlined based on this study as follows.
When the company plans restructuring or other types of changes, the role of information sharing and ways of communicating them to employees is of crucial importance. Employees should get information not only about how it will impact their job, but also about the general goals and the current state of the changes.
They should be involved in the process and be provided necessary support, career advice and reskilling training. Participative decision making also proves helpful (e.g. Probst, 2005) .
The biggest limitations of the study are the size and representativeness of the sample. We acknowledge that due to possible bias related to the self-selection of the respondents our findings cannot be generalized and by no means is the sample representative to the whole Spain. However, they shed light on the patterns of the relationships between age and other individual and organizational level variables, which may be helpful for preparation of a more comprehensive analysis. Some scales used should also be improved in order to be able to include them into the analysis, such as using multi-category variables for estimating the consequences of organisational restructuring in the work organization instead of binary variables used in this study.
According to Flynn (2010a) , elder workers with high levels of human capital tend to have a high degree of job autonomy, including on the decision over when to retire, while those with low skills are more vulnerable to being either pushed or pulled from the labour market, or compelled to stay in work for financial reasons. He refers to compensatory benefits, such as redundancy or early retirement routes could reduce the loss associated with unemployment. The job demand model would suggest solutions could come in the form of either reducing the input or increasing the output from work (Flynn, 2010b) . Alternatively, the outputs in terms of work benefits could be increased. Opportunities for job rotation, flexible working and learning have been posited as benefits which could be of high value to older workers (Ibid.). Finally, the job control model would suggest that measures to increase older worker autonomy and decision-making would reduce the stress associated with job insecurity. This could be in the form of either collective decision-making (for example, negotiated agreements on how redundancies would be handled) or individual autonomy (for example, increasing a worker's skill to increase the chance of re-employment).
The growth of employment in the service sector and a continuity of employment in services, such as part-time jobs and flexible working hours should favour employment of elders, although it is not certain that these improvements will go hand in hand with working conditions (for instance, work stress may be increasing instead). Salary flexibility should facilitate adjustment to the fall of the levels of seniors with a subsequent increase of the demand for such workers. Scarcity of young workers' competences could work in the same direction, increasing the offer of more training and better conditions to the elder employees. As Garrido and Chuliá (2005) point out, a big part of current early retirement is the effect of the irreversible and irreparable obsolescence of the qualifications and academic background of Spanish elders.
In recent years, a regime for early retirement has been established in Spain, although without formal regulation. However, the general trend in Europe has now changed to prioritizing late retirement. Analysing the Spanish legal framework and other primary and secondary sources, Recio (2007) call for a legal framework, which would be favourable towards elder workers and stimulate their stay/maintenance in active working life. It should be flexible with regard to labour activity entrance and exit and eliminate the age barriers to be able to continue contributing and so improving the future pension. Elder employees should elaborate strategies to compensate their disabilities: to choose a job, which corresponds to their possibilities, to avoid making physical efforts, foresee future decisions, participate in experiences, which do not oblige to load their memory, to share tasks, to combine professional experience with their personal one (cf. Ibid., p. 23).
The presented survey respondents themselves had the opportunity to make suggestions for improving well-being at work and/or reducing sickness absence and have suggested implementation of flexible working hours, better work-life balance ("conciliation"); avoid the pressure stemming from hierarchy ("from the upper to the lower levels"); less pressure for obtaining (only) the objectives; better clarity in explaining the future entity; improve work climate; improve human aspect in labour relations; softening the system of morning-day-night shifts. With regard to managers who are considering implementing a major organizational change they suggested appreciation of human resource available in the organization and its psychological and economical motivation and more involvement of the employees by using fair and correct incentives. In addition, the collegial atmosphere should be created in the company, when elder and younger employees work in teams and can ask for each other's advice and support. The knowledge and experience should be valued in organization regardless of person's age.
